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PREPARATION FOR MANAGEPENT: AN ASSESSMXNT 

C . West Churchman 
Univers i ty  of C a l i f o r n i a ,  Berkeley 

Much has been w r i t t e n  i n  r ecen t  yea r s  about t h e  profess ion  of manage- 

ment .' I f  one were t o  c u l l  from t h i s  l i t e r a t u r e  a l i s t  of r e l evan t  ehar- 

a c t e r i s t i c s  of the p ro fe s s ion ,  it would appear somewhat as fo l lows:  

1. A body of e s t a b l i s h e d  knowledge and p r a c t i c e  (e .g.  , accounting,  

f inance ,  marketing, i n d u s t r i a l  r e l a t i o n s ,  e t c .  ) ; 

2. A dedica t ion  t o  t h e  s e r v i c e  of managing which over r ides  personal ,  

and a t  t imes even o rgan iza t iona l  va lues ;  

3. A moral commitment which inc ludes  bu t  i s  broader  than  t h e  law. 

This l i s t ,  it should be noted,  i s  more o r  l e s s  a s t e r eo type  f o r  any pro- 

f e s s ion ;  one need only r ep l ace  "managing" w i t h  "medicine," "teaching, '" 

"law," t o  descr ibe  t h e  appropr ia te  base f o r  o the r  profess ions .  

O f  what use i s  such a l i s t  of p ro fe s s iona l  q u a l i t i e s ?  One obvious 

answer i s  t h a t  t h e  l i s t  i n  an extended form provides t h e  base f o r  deciding 

who should manage, j u s t  a s  t h e  analogous l i s t  f o r  medicine t e l l s  us who 

should be permit ted t o  p r a c t i c e .  More t o  t h e  po in t  of t h e  present  paper ,  

t h e  l i s t  supposedly t e l l s  us how one should prepare f o r  t h e  profess ion .  

I use t h e  word Itprepare" r a t h e r  than  "educate" t o  connote t h e  broader 

scope which inc ludes  f a r  more than  formal courses o r  t r a i n i n g  programs. 

Presumably, t h e  "body of e s t ab l i shed  knowledge" can be t r ansmi t t ed  through 

courses ,  bu t  t h e  development of ded ica t ion  and mora l i ty  come through o t h e r  

e x ~ e r i e n c e s .  

~tJhat is r e a l l y  amazing i n  a l l  t h e  d iscuss ions  of profess iona l i sm I 

I 
See, f o r  example, Ethos and t h e  Execut ive,  by C.  C.  Walton, Prent ice-  

H a l l ,  Inc.  , 1969. 



have read  i s  t h e  f a i l u r e  t o  even mention what must s u r e l y  be t h e  most 

important aspec t  o f  p ro fe s s iona l  p r a c t i c e ,  namely, t h e  a b i l i t y  t o  appre- 

t t  c i a t e  unce r t a in ty  and ambiguity. I say  apprec ia te"  r a t h e r  t han  "cope 

with, ' '  because t h e  b e s t  p ro fe s s iona l  is  one who knows t h e  p o s i t i v e  as w e l l  

as  t h e  negat ive  va lue  of  unce r t a in ty .  I f  one compares t h e  r o l e  of "estab- 

l i s h e d  knowledge" with t h e  r o l e  of unce r t a in ty  i n  p ro fe s s iona l  p r a c t i c e ,  

t h e  r a t i o  looks l i k e  our  o l d  f r i e n d  t h e  iceberg :  a b i t  of  sh in ing  knowl- 

edee a.top an enormous submerged mass. 

I want t o  pursue t h i s  more o r  l e s s  obvious po in t  by d iscuss ing  some 

of t h e  a spec t s  of unce r t a in ty  i n  management, and then  asking whether 

t h e r e  a r e  a.ppropriate pathways of p repa ra t ion  f o r  app rec i a t ing  unce r t a in ty .  

But f i r s t  I need t o  po in t  out  t h a t  t h e  term "uncertainty" i s  o f t e n  

discussed i n  t h e  "body of e s t a b l i s h e d  knowledge" of  management t hese  days,  

b u t  i n  a  sense  t h a t  i s  l a r g e l y  i r r e l e v a n t  f o r  managers. Uncer ta in ty ,  w e  

a r e  t o l d ,  r e l a t e s  t o  s i t u a t i o n s  where t h e  outcome of managerial. act,ions 

cannot be  accu ra t e ly  p red ic t ed ,  and where we must r e l y  on p r o b a b i l i t y  

2' 
measures o r  game t h e o r e t i c  s t r a t e g i e s .  

Uncertainty i n  management i s  much more fundamental. than  p r o b a b i l i t y  

of t h e  type  encountered, s ay ,  i n  a  game of cards .  I n  a game, one knows 

t h e  r u l e s ,  and can reasonably expect t h a t  t h e  o t h e r  p layers  know them, 

too .  Furthermore, one knows t h e  ob jec t ives  reasonably wel l ,  and can 

understand how we l l  a given t a c t i c  has worked out .  A l l  of t h e s e  nea t  

"see ,  f o r  example, "Uncertainty ," by A.  Madansky i n  Systems Analysis 
and Pol icy  Planning,  ed. by E. S. Quade and W. I. Boucher, American - 
Elsev ie r  Publ i sh ing  Co., Inc . ,  1968. Madansky does po in t  out a t  t h e  end 
of h i s  a r t i c l e  t h a t  t h e  theory  he o u t l i n e s  i s  only a  " f i r s t  approximation," 
and i f  used b l i n d l y ,  " r e a l i t y  can overwhelm you wi th  r e a l i t i e s  ." Of 
course,  i f  one th inks  he has a " f i r s t  approximation," he a l s o  th inks  he 
has an i n k l i n g  of t h e  next  approximations, b u t  t h e  au thor  does not  t e l l  
us what h i s  i n k l i n g  i s .  



s t i p u l a t i o n s  a re  lacking i n  management: the re  a re  no authorized ru les  

of t h e  game, object ives ,  o r  pay-offs. 

The meaning of managerial uncer ta in ty  was well: expressed by Imanue l  

3 Kant almost two centur ies  ago. I n  today's language, Kant attempted t o  

describe th ree  types of management. The f i r s t  is  management where the  

r u l e s  of t h e  game a r e  wel l  speci f ied .  That is ,  some author i ty  s t i p u l a t e s  

what i s  t o  be accomplished and t h e  resources f o r  accomplishing i t ;  the  

? ?  manager" then uses the  resources according t o  t h e  s t ipu la t ions .  Kant 

c a l l s  t h i s  type of management a " s k i l 1 , ' k n d  today most w r i t e r s  on manage- 

ment would ser ious ly  question whether a s k i l l  i s  management a t  a l l .  

The second type of management i s  one which seeks t o  maximize the  "value 

of a l i f e , "  which, f o r  our purposes here ,  can mean e i t h e r  a personal l i f e  

o r  an organizat ional  l i f e .  Kant points  out t h a t  i n  t h i s  type of manage- 

ment, no amount of data  can ever t e l l  t h e  manager what he should do t o  

maximize t h e  value,  because da ta  deal  with s p e c i f i c  ins tances ,  whereas 

t h e  managerial problem deals  with t h e  "whole l i f e , "  o r ,  as  we would say 

today, with t h e  "whole system." A s  i s  wel l  known, no s e t  of da ta  can 

accurately measure t h e  performance of a f i r m ,  because t h e  t r u e  performance 

must describe t h e  t r u e  value of the  f irm t o  a l l  i t s  r i g h t f u l  benef ic ia r i e s ,  

t h e  stockholders, customers, employees, and publ ic ,  f o r  t h e  e n t i r e  dura- 

t i o n  of t h e  f i r m .  And y e t  no manager can avoid making some est imate of 

performance, because he must decide t o  a c t  i n  a c e r t a i n  manner and not 

t o  a c t  i n  o ther  manners. Ehbedded i n  every managerial ac t ion of t h e  

second type i s  a judgment about t h e  whole l i v e s  of a l l  t h e  f i rm's  bene- 

f i c i a r i e s .  The manager may not choose o r  be ab le  t o  say what t h i s  

3~oundat ions  of t h e  Metaphysics of Morals, 1785. 



judgment i s ,  bu t  it i s  t h e r e  nonetheless .  It should be noted , for  t h e  

sake of t h e  caut ious  inc remen ta l i s t ,  t h a t  i f  t h e  manager be l i eves  he can 

subdivide h i s  system i n t o  "manageable" p a r t s ,  and a c t  i n  each p a r t  

according t o  more r e s t r i c t e d  s t anda rds ,  he i s  making a system judgment, 

and one which cannot be s u b s t a n t i a t e d  by any amount of da t a .  

It i s  important t o  po in t  ou t  r i g h t  away t h a t  t h i s  type  of  unce r t a in ty  

i n  management is  noL an e v i l ,  and does &imply  pessimism. Uncertainty 

i s  not  t o  be avoided l i k e  t h e  plague simply because it i s n ' t  a d i sease ,  

It i s  a r e a l i t y  which i s  t o  be valued f o r  i t s  own sake; a l i f e  of  c e r t a i n t y  

would c e r t a i n l y  be deadly. If a manager suppresses  any r e f l e c t i o n  about 

h i s  whole system judgments, and a c t s  as though h i s  ob jec t ives  were abso- 

l u t e l y  c l e a r  and unambiguous, and as though h i s  accomplishments r e a l l y  

maximize t h e  r i g h t  va lues ,  then  h i s  unce r t a in ty  simply goes underground; 

Tore l i -kely than  n o t ,  it w i l l  show up i n  t h e  d iscontent  of h i s  employees. 

O f  course t h e r e  i s  t h e  temptat ion t o  say t h a t  t h e  manager i s  r e a l l y  

not  s o  unce r t a in  a s  my account seems t o  make him, because a f t e r  a l l  he 

should be we l l  informed about h i s  organiza t ion  and i t s  environment, and 

h i s  systemic judgments a r e  not  made i n  t h e  dark. Bet t h i s  remark misses 

t h e  c e n t r a l  p o i n t  about information.  The manager may be i n  a p o s i t i o n  

t o  say what has happened, o r ,  i f  h e ' s  a r e a l  t ime e n t h u s i a s t ,  what i s  

h a ~ p e n i n g  a t  var ious  po in t s  i n  h i s  f i rm.  But t h e  bas i c  managerial  ques- 

t i o n  i s  whether t hese  happenings ought t o  happen t h e  way they  do. He 

may know t h a t  s o  many items of  Product X were so ld ;  h i s  managerial ques- 

t i o n  i s  "how many ought t o  have been sold?" I f  he "accepts" t h e  p a s t  i n  

mdcing h i s  dec i s ion ,  then  i m p l i c i t l y  he i s  saying t h a t  t h e  p a s t  i s  O K ,  

e i t h e r  because it w a s  t h e  b e s t  o r  could not be  a l t e r e d .  But t h i s  i s  a 

whole system judgment. Whole system judgments shape t h e  d a t a ;  t hey  g ive  



t h e  d a t a  t h e i r  meaning f o r  dec i s ion  making. 

It goes without  f u r t h e r  say ing ,  I hope, t h a t  most Management Infor -  

mation Systems today a r e  poorly designed because they  have no exp l i - c i t  

way of  coping wi th  t h e  manager's problem of relevance.  We c a n ' t  say t h a t  

an item of information i s  r e l e v a n t  f o r  t h e  manager unless  we know what 

whole system judgments he is  a p t  t o  make. I don ' t  s e e  t h i s  po in t  even 

mentioned i n  r ecen t  books on information systems. 

I an. not  arguing t h a t  information has l i t t l e  va lue  f o r  t h e  manager; 

it c l e a r l y  does. But i t s  va lue  depends fundamentally on how t h e  manager 

judges t h e  c h a r a c t e r i s t i c s  of h i s  system. 

It would be  na. tural  enough f o r  t h e  caut ious  reader  t o  ba lk  at t h i s  

p o i n t ,  because f o r  him t h e  theme of t h e  d iscuss ion  e i t h e r  says t o o  much 

o r  t oo  l i t t l e .  It  says t o o  l i t t l e  i f  it merely po in t s  out  t h a t  i n  any 

l i f e  t h e r e  a r e  v a s t  mys ter ies  no one can poss ib ly  @ne t ra t e .  It says  

too  much i f  it argues t h a t  t h e  manager must r e a l l y  concern himself with 

a nebulous "whole system," when i n  f a c t  he need only have regard f o r  t h e  

forces  t h a t  surround him, h i s  a l l i e s  and enemies. But t h e  i r r i t a t i o n  of 
I 

t h e  caut ious  a c t u a l l y  comes d i r e c t l y  t o  t h e  essence of t h e  unce r t a in ty :  

how much of t h e  t o t a l  image of  l i f e  t h e  concern of  any p a r t i c u l a r  l i f e ?  

'What about prepara t ion  f o r  a l i f e  of  uncer ta in ty?  This i s  obviously 

a s  obscure as t h e  unce r t a in ty  i t s e l f .  I n  a way, it i s  prepara t ion  f o r  

a paradox, because the  budding manager must a l s o  be  prepared f o r  ac t ion  

a s  we l l  as unce r t a in ty ;  we a r e  c e r t a i n l y  not  prepar ing  him f o r  a l i f e  of  

h e s i t a t i o n  and f r u s t r a t i o n .  Nevertheless ,  we can t a l k  about some inade- 

quate  modes of  prepara t ion .  For example, t h e  business  schools  which 

c ive  t h e  impression t h a t  sound management i s  based on sound p r i n c i p l e s  

of management a r e  probably performing a d i s s e r v i c e ,  although it" hard 



t o  e s t ima te  how much t h i s  absurd f a l s i t y  r e a l l y  harms t h e  young man. I 

should has ten  t o  add t h a t  t h i s  i s  an absu rd i ty  i f  t h e  b a s i c  i d e a  i s  t h e  

c l a s s i c a l  r a t i o n a l i s t  theory  t h a t  t h e  p r i n c i p l e  r e a l l y  governs t h e  ac t ions .  

On t h e  o the r  hand, t h e  l i t e r a t u r e  of management and social  sc ience  does 

provide very  va luable  " i f ,  then" p r i n c i p l e s ;  t h e  premise of such p r i n c i -  

lnles i s  some judgment about t h e  s t a t e  of  t h e  system, and t h e  conclusion 

i s  a  suggest ion f o r  appropr ia te  ac t ion .  Thus t h e  form of  t he  p r j n c i p l e  

becomes " i f '  you judge t h a t  t h e  system i s  i n  such-and-such a s t a t e ,  then 

it i s  suggested t h a t  a c t i o n  so-and-so i s  appropr ia te . "  Natura l ly ,  t h e r e  

i s  much t o  be s a i d  f o r  preparing t h e  f u t u r e  manager t o  apprec ia te  such 

guides.  

Perhaps t h e  most i r r i t a t i n g  e r r o r  of prepara t ion  i s  t h e  exe rc i se s  

a t  t h e  end of textbook zhapters .  The "quan t i t a t i ve"  professors  a r e  t h e  

worst of t h e  l o t  i n  t h i s  regard.  An exe rc i se  g ives  t h e  s tudent  a l l  t h e  

information he needs t o  so lve  a problem, inc luding  t h e  goa l s ,  c o n s t r a i n t s  

and c o s t s .  It i s ,  i n  f a c t ,  an a u t h o r i t y  no s e n s i b l e  s tudent  would dare  

t o  ignore .  Exerc ises  a r e  o f t e n  dressed  up as though they  were " rea l"  

4 
problems of  managers. No one r e a l l y  knows how harmful t h i s  p l a y f u l  

decept ion of t h e  young s tudent  r e a l l y  i s .  Many o f  them a r e  astounded t o  

l e a r n  t h a t  i n  r e a l  l i f e  t h e  d a t a  simply a r e n ' t  t h e r e ,  and t h a t  no one 

r e a l l y  seems t o  be c l e a r  about t h e  ob jec t ives  of  t h e  organiza t ion .  But 

perhaps t h i s  astonishment i s  not  a l l  t h a t  harmful; a f t e r  a l l ,  it doesn't; 

t a k e  too  long t o  r e a l i z e  t h a t  l i f e  i s  not  an exe rc i se  except wi th in  a 

un ive r s i t y .  

One might t h ink  t h a t  t h e  "case method" i s  a l i t t l e  b e t t e r  i n  prepar ing  

4 
See, f o r  example, H. Wagner's P r i n c i p l e s  of Management Science,  

Prent ice-Hall ,  I nc . ,  1970, which has  t h e  s u b t i t l e ,  "With Applicat ions t o  
Executive Decisions. " 



t h e  s tudent  f o r  uncer ta in ty .  I don ' t  know, because I ' v e  never been ab le  

t o  use it succes s fu l ly .  Many cases  s u f f e r  from t h e  de fec t  t h a t  t h e  in-  

forma,tion is  l i m i t e d  t o  t h e  case  d e s c r i p t i o n ,  whereas i n  r e a l  l i f e  one 

of t h e  g r e a t  u n c e r t a i n t i e s  i s  whether t o  search  f o r  new information wi th  

a  t o t a l l y  d i f f e r e n t  out look.  Indeed, it must happen t h a t  some s tuden t s  

make a  systemic judgment which impl ies  t h a t  a l l  t h e  information w r i t t e n  

i n  t h e  case i s  i r r e l e v a n t ;  I suppose t h a t  such s tuden t s  a r e  wise enough 

t o  keep t h e i r  mouths shut  i f  t h e  p ro fe s so r  wrote t h e  case.  

There a r e  r e a l l y  only two s e n s i b l e  ways i n  which t h e  schools can 

look a t  t h e  problem of prepar ing  f o r  managerial  uncer ta in ty .  They can 

say  t h a t  t h i s  i s  no t  t h e i r  bus iness  a t  a l l ,  o r  they  can say t h a t  it i s  

t h e i r  bus iness  and they 'd  b e t t e r  do something about it. I f  they  say it 

i s  none of  t h e i r  bus iness ,  then  they  say  t h a t  they  i l l umina te  t h e  t o p  of 

t h e  iceberg .  I f  t h e  s tuden t  has  no bottom, he s i n k s ;  i t ' s  t h a t  simple. 

inle have been wi tness ing  t h e  changes i n  t h e  i l l umina t ion  i n  t h e  l a s t  dozen 

years  s i n c e  t h e  appearance of t h e  Pearson and Gordon-Howell r e p o r t s .  I n  

n a r t ,  t h e s e  r e p o r t s  urged the  schools  t o  upgrade t h e  q u a l i t y  of  t h e  formal 

curriculum by inc luding  more q u a n t i t a t i v e  and behaviora l  sc ience  ma te r i a l .  

i ~ l e t h e r  intended o r  n o t ,  t h e  recommendation undoubtedly took t h e  schools 

f u r t h e r  away from t h e  po l i cy  of s tudying r e a l  organiza t ions  during formal 

educat ion.  

Even i f  t h e  comparative i s o l a t i o n  of  t h e  schools  i s  maintained,  I'd 

recommend cons idera t ion  of  more psychological  m a t e r i a l  r e l a t i n g  t o  t h e  

ind iv idua l  s e l f .  The tendency of  behaviora l  sc ience  t o  a l l y  i t s e l f  t o  

s t a t i s t i c a l  methodolow and mathematical models has  o f t e n  taken i t s  con- 

cern away from t h e  ind iv idua l ,  who becomes a p a r t i c u l a r  i n s t ead .  ?'he 

i nd iv idua l  s e l f  i s  a  "system," o f t e n  very l i t t l e  understood. It i s ,  i n  



f a c t ,  another bas ic  uncer ta in ty  of l i f e ,  but w r i t e r s  i n  both t h e  West 

and East have had many wise things t o  say about it. For example, a  course 

deal ing with Joseph Campbell's Hero with-a Thousand Faces might be a very 

appropriate preparat ion f o r  management, because Campbell so  well  describes 

the  vas t  unce r t a in t i e s  of t h e  heroic  archetype, and t h e  deep need of the 

hero t o  make c r i t i c a , l  decisions i n  h i s  adventure without any objec t ive  

evidence t o  guide him. It might do the  budding manager some good t o  

r e a l i z e  t h a t  he i s  e s s e n t i a l l y  preparing f o r  a hero ' s  l i f e .  

The policy opposite t o  t h e  i s o l a t e d  school makes good sense ,  but 

it k awfully hard on the  facul ty .  This is  t h e  f ami l i a r  work-and-study 

plan i n  any of i t s  various forms. Recent events have suggested an exten- 

s ion  of the  plan t o  include ac t ive  student  pa r t i c ipa t ion  i n  matters of 

s o c i a l  concern; e - g . ,  peace, po l lu t ion  and poverty. Thus t h e  student  

l ea rns  t h e  need t o  make systemic judgments defend them, which i s  the  

essence of r e a l  l i f e  i n  organizat ions.  He l ea rns  t h i s  while h e ' s  ge t t ing  

h i s  "established knowledge," not afterwards. To use an obvious example, 

he l ea rns  about t h e  p o l i t i c s  of accounting d a t a  while he ' s  learning about 

t h e  theory and p rac t i ce  of accounting. 

But, a s  I say,  the  work-and-study idea  i s  hard on the  f a c u l t y ,  mainly 

because business schools a r e  o f t en  poorly designed t o  implement the  idea ,  

and it i s  not c l e a r  how it should be implemented. I f  work i s  t o  be re- 

l a t e d  t o  s tudy,  it looks a s  though t h e  facu l ty  would have t o  give exten- 

s i v e  individual  a t t e n t i o n  t o  s tudents .  It may be t h a t  " learning centers t '  

a re  t h e  answer t o  t h i s  problem, where s tudents  teach students .  It may 

a l s o  be t r u e  t h a t  t h e  technology of classrooms i s  outmoded. 

But perhaps the  time has come t o  t r y  t o  invent  more r a d i c a l  approaches 

t o  preparat ion.  The following i s  i l l u s t r a t i v e  of what I mean. It i s  



based on t h e  idea  t h a t  it i s  always poss ib l e  and o f t e n  very u s e f u l  t o  

look at an organiza t ion  throueh e n t i r e l y  d i f f e r e n t  s p e c t a c l e s ,  s o  t h a t  

j t s  obvious purpose and s t r u c t u r e  a r e  changed. For example, banks may 

be viewed a s  being i n  t h e  information process ing  and s to rage  bus iness ,  

A "deposit" t hen  becomes a p a r t i a l l y  p r i v a t e  p i ece  of information about 

someone's l i q u i d i t y  condi t ion ,  j u s t  as a loan  i s  information about h i s  

a b i l i t y ,  s8y,  t o  i n v e s t .  When banks a r e  looked at i n  t h i s  manner t h e r e  

a r e  a nurber of i n t e r e s t i n g  ques t ions  of o rgan iza t iona l  des ign ,  investment 

and personnel t h a t  n a t u r a l l y  a r i s e .  This i s  not t o  say t h a t  t h e  primary 

view of t he  bank as  a monetary agency i s  l o s t ;  bu t  t h e  new perspec t ive  

may suggest long range planning s t r a t e g i e s  t h a t  were blocked out  by t h e  

o1.d perspec t ive .  

Now, most f i rms  can be viewed as though they  were i n  t h e  bur '  .,lness 

o f  prer>aring p e ~ p l e  f o r  management. This  seems more o r  l e s s  obvious, 

because most f i rms  a r e  i n t e r e s t e d  i n  developing t h e i r  managerial  t a l e n t s ,  

e . e . ,  nromoting t h e  r i g h t  kind of person and t h e r e f o r e  motivat ing t h e  

younger men t o  mature i n  c e r t a i n  d i r e c t i o n s ,  and s o  on. OF course sone 

f i rms a r e  very e x p l i c i t  about t h e i r  management development programs, bu t  

t h e  viewpoint i s  much broader and deeper ",an evening courses  o r  execut ive  

development programs. Indeed, it i s  not  absurd a t  a l l  t o  suggest  t h a t  

t h e  measure of a f i rm ' s  success  i s  i t s  a b i l i t y  t o  prepare people f o r  

management (which obviously inc ludes  r e t a i n i n g  i t s  b e s t  prepared mana(5ers. ) 

Thus most f i rms  can be viewed as being i n  t h e  same bus iness  as busi-  

ness schools .  But t h e  converse doesn ' t  work very we l l :  i t ' s  p r e t t y  hard 

t o  make t h e  case  t h a t  t h e  business  schools  a r e  i n d u s t r i a l  e n t e r p r i s e s .  

The r a d i c a l  suggest ion,  t hen ,  i s  t h a t  t h i s  i s  what i s  wrong wi th  t h e  

business  schools:  they c a n ' t  be  viewed as bus inesses .  I f  they  could be 



so viewed, t,hen they  would do f a r  b e t t e r  i n  t h e  job of prepara t ion .  

To be s n e c i f i c ,  imagine a  consortium of  o rgan iza t ions ,  which I th ink  

should inc lude  not  only bus iness  f i r m s ,  b u t  a l s o  government agencies ,  

r e l i g i o u s  <yroups, unions,  p o l i t i c a l  groups, e t c .  The consortium can be 

viewed i n  t h e  s tandard  way, where each organiza t ion  pursues i t s  own spe- 

c i f i c  goal .  It can a l s o  c o l l e c t i v e l y  be viewed as a "management school ,"  

i . e.  , as  an organiza t ion  whose purpose i s  t o  prepare people f o r  ma nag in^. 

I haven ' t  thrown t h e  p ro fe s so r s  o u t ,  because t h i s  second way of viewing 

t h e  consortium may suggest t h a t  some group of  persons needs t o  be h i r e d  

t o  bind t h e  purpose toge the r ,  t o  t each  t h e  "body of knowledge ," and t o  

promote research  t h a t  w i l l  improve t h e  q u a l i t y  of  prepara t ion .  But t h e  

"school" is more than  t h e  c o l l e c t i o n  of t h e  f a c u l t y ,  even i f  such a co l -  

l e c t i o n  i s  des i r ab l e .  The school  i s  t h e  e n t i r e  consortium, Everyone i n  

t h e  consortium i s  a  p o t e n t i a l  s tudent  and teacher .  We might even g e t  

around t o  abo l i sh ing  degrees,  s i n c e  t h i s  in te rmedia te  l a b e l l i n g  of mer i t  

might be superf luous.  Ce r t a in ly  grades would become very minor consider- 

a t i o n s ,  only t o  'be g iven ,  s ay ,  when somebody's ego needs bo l s t e r ing .  

I a m  very  unce r t a in  whether such a consortium would work, because 

t o  determine whether it would o r  not  I ' d  have t o  know enough about t h e  

world of bus iness  f i rms ,  government agencies and t r a d i t i o n a l  f a c u l t y  t o  

s ee  how they  could be  managed t o  promote managerial  educat ion.  I n  o the r  

words, a s  a w r i t e r  on management I a l s o  have t o  app rec i a t e  uncer ta in ty .  

I might add t h a t  i f  one were obl iged  t o  answer a l l  t h e  dubious po in t s  

about such a design of management educat ion before  it could g e t  s t a r t e d ,  

t hen  it would never g e t  s t a r t e d .  

I n  conclusion,  I need t o  r e t u r n  t o  Kant, and have a look at h i s  t h i r d  

tyne  of  management which he c a l l e d  moral. Such management a c t s  w i th  t h e  



moral l a w  a s  i t s  s o l e  motivat ion.  It i s  s t r a n g e  how-morality i n  t h e  

p ro fe s s ions ,  though always mentioned i n  any l i s t  of p ro fe s s iona l  q u a l i t i e s ,  

i s  t r e a t e d  s o  g inge r ly  and niggardly.  Fa i rness  and honesty seem about 

as f a r  as t h e  profess ions  want t o  go, s o  t h a t  p r i c e  f i x i n g  g e t s  t o  be t h e  

most c i t e d  ex-mple of immoral p r a c t i c e .  A l l  t h i s  may o r  may not  be 

changing, depending on which kind of systemic judgment one makes about 

soc i e ty .  The tendency of youth t o  ques t ion  t h e  mora l i ty  of t h e  f i n n ,  

t h e  s t a t e  and t h e  church may simp3.y be  a temporary f a d  o r  a fundamental 

change of a t t i t u d e  about moral i ty .  Is t h e  p o l l u t i o n  of water  and a i r  

immoral? Is t h e  sometimes harsh t rea tment  of unorganized poor l abo r  

immoral? I s  it immoral t o  make a young man of n ine teen  decide between 

jai l  o r  war? 

It i s  o f t e n  s a i d  t h a t  mora l i ty  i s  e s s e n t i a l l y  obscure,  because 

people and c u l t u r e s  do not agree about what i s  r i g h t  and wrong. That i s ,  

mora l i ty  i s  uncer ta in .  The t r o u b l e  i s  t h a t  i n  t h e  case  of mora l i ty  t h e r e  

i s  t h e  s t rong  tendency t o  say t h a t  i t ' s  a l l  " r e l a t i v e , "  even though i n  

t h e  case  of t h e  unce r t a in ty  of  t h e  second type  ("maximizing t h e  va lue")  

people don ' t  t h ink  it's r e l a t i v e :  t hey  be l i eve  t h a t  t h e r e  r e a l l y  a r e  

good managers. 

I s e e  no reason why mora l i ty  should be s o  inadequately t r e a t e d  by 

managers and management w r i t e r s .  I f  t h e r e  e x i s t  moral laws they  a r e  a t  

l e a s t  a s  d i f f i c u l t  t o  s t a t e  as corpora te  long range ob jec t ives .  

A s  f a r  as prepara t ion  i s  concerned, I ' m  i n c l i n e d  t o  say t h a t  moral i ty  

i s  a l t o g e t h e r  a  community type  of educat ion,  i n  which everyone s h a r e s ,  

inc luding  t h e  p a s t  (through i t s  l i t e r a t u r e  ) and t h e  f u t u r e  (through our  

v i s ion  of i t ) .  A good example of t h e  breakdown of moral education today 

i s  t h e  complete f a i l u r e  of t h e  l i b e r a l  o r  r a d i c a l  s tuden t  t o  sha re  moral 



educa t ion  with t h e  cons t ruc t ion  worker o r  Bircher .  What t h e  country 

needs i s  "moral i ty  c l a s s e s , "  where people of d i f f e r i n g  opinion can t r y  

t o  l e a r n  more from t h e  d i f f e r ences  t han  they  can ever  l e a r n  from t h e  

agreements they  share  wi th  t h e i r  own crowd. 

J u s t  how such c l a s s e s  might be organized and conducted appears t o  

m e  t o  be very uncer ta in .  Thank God. 




